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COMMISSION! ON! THE GRG ANiZA i 10! ! Or i Kh GO/cEi'Ilx:-! i 
FOR IMF CONDUCT OF FOREiGE POLICY 
2025 M STREET, N.Y/. 

Was H iMGTOr;.- D.c. *20s06 


May 28, 1975 


MEMORANDUM FOR COMMISSIONERS 
FROM: Robert D. Murphy, Chairman 

SUBJECT: Intelligence and White House 

In view of our continued discussions concerning ^ 
the Commission’s positions on the intelligence section 
of our report, it became apparent at the close of our 
meeting yesterday that we would have to meet next week 
if we are to have a draft of the final report ready 
for consideration during the meeting now scheduled for 
June 9 and 10. Accordingly, I am asking you to mark, 
down Tuesday, June 3, for a one-day meeting to begin 
at 9:30 a.m. in Room EF-100, Capitol . Building . The 
Congressional members of the Commission will be returning 
from thair Memorial Day recess on that day, and I am 
setting aside the entire day for final discussions on 
(1) the intelligence report and (2) the Commission 1 s 
position on White House organization. ,« 

These subjects have already consumed a large amount 
of the Commission's time. They are, as you know, 
interrelated to several other sections of the report and 
final decisions on them are essential before we can 
proceed to organize the final draft. 

If you are unable to attend the meeting on next 
Tuesday, June 3, I must ask that you have someone at the 
meeting who would be in a position to relate your views 
to the other Commissioners . It would be most helpful 
if these "views could be expressed in response to the 
specific question in the enclosed memoranda. 


Enclosures 
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Intell igence Issues Requiring Commission Decision 

I: A Dir ecto r of National Inte l ligence (DNI) 

Does the Commission support the recommendation for a new 
official assigned to perform the Community-wide leadership ^ 
role which , until now, has been one of the two assignments 
given the DCI? 

If so, should the DCI: 

have cabinet rank? be in the Cabinet? 

be physically located in proximity to the White House? 
be confirmed by the Senate? 

be drawn from outside the intelligence community? 

have direct control over the IC staff? 

« 

have direct control over the NIE staff? 
be a member of the NSC? 
chair the NSCIC? 
brief the NSC? 

determine (with advice of others) intelligence priorities 
for the community? 

prepare a community - wide budget consistent with those 
priorities? 

be titled otherwise: Director of National Estimates, or 

Director of Intelligence Evaluation, or 

Assistant to the President for 
Intelligence Review 7 ? 

If the Commission does not support the creation of such 
an official, what changes, if any, does it propose in the role 
or authority of., the DCI? 
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II: The CIA 

Does the Commission wish to propose: 

A. 1. Maintenance of the CIA as is? 

2. Maintenance of the CIA as is, but with a different name? 

B. 1. Division of the CIA into two agencies; one for clandestine 

and "overhead” functions, another for analysis and the 
production reports? 

2. Division of the CIA into two agencies, one for clandestine 
activities, another for "overhead" plus analysis and 
production of reports? 

3. Division of the CIA into two agencies, one for covert 
action, another for other clandestine collection plus 
overhead, analysis and production? 

C. 1. Removal of paramilitary responsibilities from the CIA 

and lodging them in DOD? 

2. Removal of paramilitary responsibilities from the CIA, 
without specification of where they go? 

3. No reference to paramilitary? 


Ill; Defense Intelligence 

Does tl\e Commission wish to propose: 

A. 1. Abolition of DIA? 

Strengthening of DIA (how?)? 

No reference to DIA? 

Creation of a Director of Defense Intelligence with 
line responsibility? 

Maintenance of an Assistant Secretary of Defense for 
Intelligence, with staff ri 


B 


2 . 

3, 

Is 

2 . 
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3 , No reference to either? 
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II. B. 2. ALTERNATIVE 

Maintenance of CIA as is except that clandestine 
services (clandestine collection and covert action) 
are separated and put in a semi-autonomous agency 
under the Director of CIA (comparable to ACDA/State) .. 
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2025 M STREET, ti.SV. 

Washington, d.c. 205-05 
May 28, 1975 


MEMORANDUM 

SUBJECT: White House Organization: Key Issues 


The enclosed memoranda focus on the central issues 
the Commission must address in respect of the White 
House organization: 

A. .. . Organizing State Department and White House 

Memorandum of May 8 , setting forth the criteria 
and the alternative structures. 

B. Notes on Commission Discussion of (A), 

May 12 , 1975 

C. Summary List of Alternative Patterns 


Enclosures 
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as ; -ikm'i ca , d.c. >.•: 


Kay 8, 1975 


MEMORANDUM FOR COMMISSIONERS • 

FROM: Francis 0. Wilcox, Executive Director 

SUBJECT: Organizing State Department and 'White House 


As a final item for your consideration prior to the 
meeting on 'Monday, May 12, I enclose a paper by Peter 
Szant on designed as background for our discussion of 
organizing the State Department and the White House for 
effective foreign, policy integration. 

This is the paper the staff promised to prepare last 
time at the Commission meeting. 


Enclosure 
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COMMISSION ON THE ORGANIZATION Or THE GOVERNMENT 
for THE CONDUCT 0“ FOREIGN POLICY 

2.025 i.‘, STHtitT, r;,v-. 

V/ASKINOTCfl, D.C. 20505 
Hay 8, 1275 


MEMORANDUM FOR COMMISSIONERS 


FROM: 


Peter L. Szanton 


SUBJECT : A Central Structure for Policy Integration: 

Organizing the State Department and the White House 


As background for the discussion of alternative means 
oi providing for the central coordination and management of 
foreign policy, this memo (a) reviews the positions already 
taken by the Commission concerning the organization of the’ 
State Department and the White House; (b) suggests several 
criteria a.galnst which alternatives White House structures 
m ight be measured, (c) proposes a number of alternative 
structures and compares them against those criteria/ and (d) 
notes some important additional questions which will remain 


to be answered after decisions on organizational form h 
been made. 


What> positions have been taken ? The Commission has ex- 
pressed it sell oil two relevant questions. One is a. dominant 
organizational principle: that as much' responsibility as 
possible should be focused on Cabinet and sub-Cabinet officials 
operating within departmental structures or, more tyoically, 
in interagency coordinating mechanisms. The reasons apoeared 
to be . four : (1) To avoid The bottleneck of a centralized 

decision structure dependent on a very small number of in- 
dividuals at the top. (2) To place responsibility in the hands 
of those with greatest substantive understanding. ( 3 ) t q 
encourage Cabinet and sub-Cabinet officials to come to terms 
with the. perspectives of other departments and thus to broaden 
their own views . (h) To place decision-mak-ing in the hands of 

those vrho will control implementation. 


The second position already taken concerns • 
Department. The Commission appears to have accej 
that the State Department is not now adequately < 
to deal as an equal with the Department < 
national security issues or with the Treasury ant 
ments on^foreign economic questions. Accordingly 
x g v _i 0 >■/ Qi t-ho i-j ci.fc i on ci jl Security s. n d Economics o ci \ 
Commission has tentatively approved a number of 
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command within the Department except from everyone co one 
Secretary. Table 2 'presents the implications of the organiza- 
tional reforms embodied in the National Security and Economic 
drafts and, to a lesser extent, in pending .proposals not yet 
considered by the full Commission . The main effect of these 
changes -- see .especially those in darker outline -- is to 
clarify and strengthen the two key functional responsibilities 
of the Department, those for political-military- affairs and ^ 
foreign economic policy. The first is made the principal 
responsibility of an Under Secretary to whom an augmented 
Bureau of Political-Military Affairs directly reports. The 
economic function is reorganized so as to bring; together, 
under the direct . control of an Under Secretary for Economic 
and Scientific Affairs, the Economics- Bureau, the new Oceans, 
Environment and Science Bureau, and International Energy, 

Food and Population, and Transportation ana Communication 
offices. 

These changes vrould equip the central and most nearly 
"Presidential" foreign policy department to deal on a more 
equal footing with the two parallel departments most deeply- 
involved in foreign policy, and would thereby make possible 
the resolution and management of a larger number of inter- 
agency issues at levels below the White House. But they by 
no means solve the problems of policy integration or presi- 
dential decision making. Many issues will continue to come 
to the President. On some the departments will not be able to 
agree. As to others, the President will wish to reserve the 
decisions for himself. The more important the issue, the more, 
likely are intractably departmental differences and presi- 
dential concern. Moreover, since the foreign policy problems 
of the future seem increasingly likely to cut across depart- 
mental lines, involving large numbers- of interests, foreign 
and domestic, the tasks of resolving conflicts and insuring 
the integration and coherence of policy are likely to prove 
even harder than in the past. A significant and perhaps growin- 
number of issues v. r ill therefore require resolution at the 
White House level. 

Or ganizing the White H o use : Criteria . The role in 
which peripheral offices in the Executive Office of the 
President may play in the management of these issues has be- 
g;u.n to be suggested. The task assigned the Council' of 
Economic Advisors in the Economics report is one example. 

The role suggested for the President's Science Advisors in 
the paper by Professor Uye , to be considered at the meeting 
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they did in the 1940 s end, ' 50 s *b*n the current decls?Sn-.nelrln- 
structure Un particular the NSC) was established. Accordingly 

111 nm ? n yi o O vn’ 4- /N-rt-* rx .r»__ . ,, _ C> J y 


value of a 


ioern; 


^ X- ^ , - . » - ~ nuuuruiil^iv 

f i vo °-J ° nS crireria for . measuring the value of alterna- 

l^,:J^-, h0use structures that they reflect the breadth of 

policy concerns , specifically including economic policy. 

k ppn f h ®f COJ ? d ma J " ° i t ? eme of the Commission’s proceedings has 
been^tho.o, increasingly, the distinction between "foreign" 
domestic” problems is eroding; it may be more useful in 
,J .! Uu ’ e fc ? thlnk slr -ply of "policy" issues - most of which, 
t r \J? ey * re lm Portant, will have both foreign and domestic 
irnplj.cationo . t energy, inflation, the use of the oceans, the 
arug problem are all, in different ways, examples of such 
issues. Accordingly, a second criteria might' be that the 
system snould reflect the growing interaction of foreign and 
domestic, concerns . — — ■■■■ ^ uu 

-„+-hol-^ i r d n Criteria ? conslsts nt with the philosophy that the 
ciuthority and responsibilities of the Cabinet departments 

?£nH ld *. n °?r b f undermined > is that the White House structure 
functions Performance of staff rather than line or command . 

■ A fourth important characteristic of the White House 

mi<Eht he the degree to which it concentrates rather 
then disperses s^aff responsibility just below the President. 

hX d a f inal . criterion might be termed "manageability": 
e degree to which the proposed structure is relatively’ l«rg^ 
and cumbersome or relatively simple and efficient. 

WM^ T 5 ere cl ? arly °ther important characteristics of a 
tbiW house decision structure. Among these are the ability 
to devote attention to longer range issues so as better to 
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unicn may be built in to any of the structures in gr-eate^ 
or lesser degree. 
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The seven fall into 
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"three-part systems." 

national security and i oreign policy concerns; for foreign 

6j una ior domestic policy. These are 


. - « i o 3 - — - . inese are 

^ ~ Syj ^em , utilising an MSC^ a - CIEP (or eon I valent) 

and Domestic Council; and (2) the alternative labeled'^NSC " 

Expanded A , which represents t lie current system amended hv 
Secretary of. the 


making th 
the NSC. 


Treasury a statutory member 


o: 


t T he seconc ^ category embraces three v two-part systems 
that is systems in which foreign economic policy is subsumed 
under a general foreign policy decision structure, with only 
the aomestic decision-making remaining autonomous . The first 
of the two-part systems, called NSC Expanded B, is identical 
to A_ except that here the principal staff assistant to the 
President for foreign economic . policy is a deputy to the 
naoicna.1 Security Advisor > and consequently brings foreign 
economic policymaking under the National Security machinery. 

ivug— par t structure, called Vice President, Foreign 
--■ Ia i ir 4 > i is the system advocated by Milton Elsenhower. it 
estaol j.snea two constitutional Vice Presidents on^ to 
integrate foreign policymaking on behalf of the President 
tne ocner similarly responsible for domestic issues. The * third 
two-part system is entitled F irst Secre tary and involves the 
reation of a new senior official iuperior in authority to the 
ecrecaries of State, Defense and Treasury and subject to 
enale com irmation, but having no constitutional status 
wnose task similarly would be to develop coordinated presi- 
dential policies to be administered by the Cabinet departments. 


The final category of 
Responding to the growincr ; 


systems can be described as "unitary 
larger of foreign and domestic issues 
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A i'-’ 13 v > oi net , would involve t } ; e use of the 

full Cabinet as a senior policy council, with the significant 
change s. r.om. current practice that to support the President 
ana the Cabinet members in this forum there would be created 

. inuegra uing r;oC, OlEr 1 , and Domestic Council 
beans into a single entity directed by a Cabinet Secretary. 
The second version of a unitary system is drawn from the 
aruj.de by General Taylor sent to members earlier this week 
at t he ^ Chairman 1 s direction; this is the "National Policy 
Council ," a single Council with . j urisdic tiorTover all major 
national policy issues, composed of the President, Vice 
President , and Secret a r i e s of State, Defense, Treasury, H£VJ 
and an Economic representative. The NPC can be* thought of" 
as an executive committee of the Cabinet, a device which, in 
ex feet , designates five members of the Cabinet as Super 
Secretaries^, it, too, would be served by a single staff. 

These various structures are compared against the 
criteria discussed above in Table 3. 

Caveats . Two points should be made about the choice of 
structures. The first is that providing for integration of 
policy at the presidential level can obviously be done in a 
variety of ways. None of the possibilities are fully satis- 
factory, and probably none of them are completely unworkable. 
Moreover, it is exactly at the level of'* the President that 
formal patterns- of organization matter least. Presidents 
create whatever systems they like, and use them in ways which 
may or may not accord with their formal descriptions. As 
Dean Rusk was remarked, the structure of the government at 
the top is not what one sees on the charts but "how confidence 
1 lo'.vs down from the President." The Commission, therefore, 
mighu preier in its Report not to make a single recommendation 
about White House structure but rather to identify two or 
three most aturactive alternatives, to i identify the strengths 
and ’weaknesses of each, and to indicate hew the weaknesses of 
any system chosen might (and should) be offset. (It has 
been suggested, for example, that- the tendency of key staff 
persons close to the President to lose their neutrality and 
to become powerful policy advisors in their own right, is so 
surong that all such positions should be limited to a two- 
year term.) 


is so 


The second caveat concerning decisions about structure 
io uhat after tney are made at the level of gene^alit ' 7 dis- 
cussed here, the -subject is far from exhausted. Further" 
decisions of great importance remain. Three such decisions 
are. ( i ) whether the locus of initiative in the system should 
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be at the departmental level or In the White House 
tnat is, the issues’ brought to presidential atient 


; is sues ‘brought to preside 

normally be those brought forward at the discretion of 
Cabinet members, or those which the President or h>s eovisor'- 
have independently determined to require presidential atten-" 
tion , ( 2 ) Whether ..issues should be presented to the President 

after^ the greatest possible consensus has been reached at the 
departmental level , or with the widest range of options op_en 
ior his own decisions. (The former was characteristic of" 
President Johnson's style j the latter — especially in the 
operation of the National Security Council in its early years — 
was characteristic of President Nixon. ) ( 3 ) Whether, in the 

interests of predictability and wide participation in decisions, 
the’ formal structure with its committees and subcommittees of 
fixed membership should be used to the utmost, or whether, in 
the name of flexibility and efficiency, ad hoc groups of key 
decision-makers should often be convened informally to provide 
more focused discussion and more timely decisions. 
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TABLE 2; DEPARTMENT OF STATE AS EKERCING IN COMMISSION DELIBERATIONS 
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s cuss ion of the seven options for White 
presented in the Szanton memorandum, 
which they were weighted and the 


approach underlying each, the staff was instructed to develop 
and describe more fully two or three alternatives in the draft 
text of the Report,, Although no votes were taken/ the thrust 
of the discussion appeared to be that the most appropriate models 


for further development were one three-part system (NSC Expanded 
A) , one two-part system (NSC Expanded B) , and one unitary system 
(either Cabinet or National Policy Council) . The view was ex- 
pressed that since no commission could hope to control an issue 
so personal to a President as the organization of the White 

House itself, the Commission might not choose among these alter- 

* 

natives, but simply discuss the pros and cons of each, indicating 

also how the weak points of any one chosen might be offset. 

5. The Commission must deal explicitly with the "two hatted" 
arrangement, whereby the positions of Secretary of State and 
Assistant to the President for National Security Affairs are held 
by one person, taking a position either pro or con, or at a 

i 

minimum -explicitly stating this as a matter for Presidential 
choice. There was support on both sides of the question of the 
desirability of the "two hatted" arrangement; the full Commission 
will need to address this further. In the view, of most of those 

participating in the discussion, the issue turns on whether the 

admittedly quite different requirements of the two positions are 


sufficiently contradictory or sufficiently demanding to make it 

preferable for them to be held by two different individuals 
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Summary List 

Alternative Patterns of white House Organization 


A. Three-part System 

1. (Current) NSC, CIEP (or equivalent) and Domestic 
Council. 

2. Same with Treasury on NSC. 

B. Two-part System 

1* NSC and Domestic Council 

Economic Adviser- Part on NSC staff 

2. Vice President Foriegn Affairs' and Vice President 

Domestic Affairs - . 

3. First Secretary 

(Over State, Defense and Treasury) 
and Domestic Council 

C. One-part System 

4 

1. Cabinet 

(with Cabinet staff combining .present NSC, 
Domestic Council and CIEP sta’ffs) 

2. National Policy Council 

(President, Secretaries of State, Defense, 
Treasury, HEW and Economic Representative) 
(Executive Committee of Cabinet) 

(Single, combined staff) 
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